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ABSTRACT

OPERATTIONAL ART IN THE SPANISH-AMERICAN WAR: AN ANALYSIS OF THE
AMERICAN WAY OF WAR IN A MAJOR REGICNAL CONTINGENCY by Major Russel D.
Santala, USA, 53 pages.

This study examines the application of operational art during the
conduct of the Spanish-American War. The evolution of the "American
Way of War" appears to follow a direct path from the concluding
campaigns of the Civil War, through the two World Wars, to the present
while being modified by the influences of changing technology.

Through examination of the develcpment of national cbjectives
and the supporting military strateqy, this study analyzes the linkage
of strategic cbjectives with the tactical events which occur on the
battlefield. Progressing fram the conduct of the Spanish-American War,
this monograph offers a comparison between the development of
operational art, as practiced by the two armed services of the United
States

The study concludes with an assessment of the relative
effectiveness achieved by the U.S. Amy and U.S. Navy in reaching the
strategic abjectives defined by the McKinley administration. Included
in the analysis of each service's operational success is an examination
of measures used to institutionalize the intellectual coamponent of
operational art. 'Ihemphcartmnsoftb:.ssttﬂyarepart:.mﬂarly
relevant today, astheU.S.Amyattenptstobalancethe

demands of regional contingency operations, while fulfilling
non~traditional roles (OOIW).
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1. INIROOUCTION

Painted ships on a painted ocean. Imagine three great
lines of transports with a warship at the head of each
line, steaming in long lines, 800 yards from each other
over a sea of indigo blue, real deep, such as I have
never seen before...Hard it is to realize that this is
the camnencement of a new policy and that this is the
andmrksthecgmencerem:ofameminourrelations
with the world.

The commander of the First Volunteer Cavalry, General Leonard Wood
wrote these remarks to his wife, as America's first great overseas
expedition was beginning. While in many respects the campaigns of the
Spanish-American War marked a departure from those of the past, they
also represented a continuation in the ewolution of the practice of
cperational art by the American military instrument. The "new era"
that General Wood spoke of could be one that defined the practice of
operational art for the U.S. Amy through the course of the twentieth
century.

The post-Civil War historiography of American military strateqgy
can be characterized as a survey of the overwhelming application of
raw power. Furthermore, discussion of the American practice of the
operational art often focuses on the influence of econamic and
industrial forces on its development. The evolution of the "American
Way of War" appears to follow a direct path from the battlefields of
northern Virginia, through the two World Wars, to the present while
being modified only by the influences of changing technology. However,
it was the results of the nation's first major regional contingency
operation which provided the impetus toward institutional change within
the American military establishment.
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The entry of America into the Spanish-American War found the
defense establishment caught in a period of transition. The Army had
recently campleted - to use a contemporary term - a period of
Operations Other Than War (OOIW). Large scale military operations
had last been exercised thirty-three years earlier during the Civil
war. The organization of the Army was better suited for actions as a
frontier ammy, than for the demands of modern conventional warfare.
Opposite the current situation, the collective experience of the
American Army was centered on operations outside the purview of
large~scale conventional warfare.

This study examines the conduct of military operations during the
Spanish-American War, but it has application to the current and future
U.S. Army. Analysis of the practice of operational art proves
meaningful, as the military again moves between conventional operations
and OOIW, in support of limited national objectives and transitory
political support. Through this examination, the study detemines
if the execution of operational art during the Spanish-American
campaigns is a continuation of the form identified in the American
Civil War, versus a modified form. Central to this research is the
question: Did the U.S. campaigns during the Spanish~American War
demonstrate effective application of operational art?

The answer to this question extends beyond the utility of
historical curiosity in its scope. The study of the Spanish-American
War attempts to establish a linkage between the operational thought of
the American Army at the conclusion of the Civil War with that of
the twentieth century. The examination of this era provides clues to




the further development of operational art for the U.S. Army.

11. METHODOLOGY

Between the Civil War and the nineties there had stretched
a complex and vaguely unsatisfactory period which even today
we find it difficult either to remember or interpret. It was
a period, as one of its historians has said, which lacked
‘definiteness either of purpose or of progress; there was no
unanimity of opinion as to the facts of econcmic life or as
to national policy. Old political platforms were not
applicable to new problems...The_result was uncertainty,
vacillation, and inconsistency. 12

The methodology used in this study explores two aspects of the
Spanish-American War. The first aspect sets the context in which
operaticnalartexistedatthet.ime.3 The second aspect examined in
the study is the form that operational art took in its application. In
theory, the cbjectives a nation seeks to achieve through the use of its
military instrument, flow - from the highest level of the corridors of
power, to the lowest level at the point of the bayonet - in one
uninterrupted whole. National policy is translated into a national
military strateqy which is then interconnected with tactical events on
the battlefield by the construct of operational campaigns.

The examination of the Spanish—-American War follows what is termed
t:hta"st:rat:.egyprocees.“4 To establish the context in which
operational art then existed, the study traces the linkage of natjonal
objectives, through national military strategy and campaign design, to
the battlefield. It is this linkage that defines the difference
between the successful application of operational art and the
practitioner of tactical craft.




The current definition of operational art is "the skillful
employment of military forces to attain strategic/operational
cbjectives within a theater through the design, organization,
integration, and conduct of theater strategies, campaigns, major
operations, and battles." oOperational art acts like the binding of
& book. It bonds the introductory strategic chapters with the tactical
body. The formulation of a camplete set of ends, ways, and means is
deemedt:hest::ategyprz:ucess.6 The essence of this process, at its
most simplistic level, centers on decision-making. The process relies
on the articuiation of a set of national objectives and a determination
to use of the military instrument in support of these cbjectives,
this is otherwise known as the national military strategy. To achieve
this end, the vehicle used by the military instrument is the
operational campaign.

As defined by FM 100~-5, the campaign is "a series of related
military operations designed to achieve strategic objectives within a
giventimearﬂspace."7 The campaign serves to support national
policy by accamplishing objectives defined by the national military
st.ra;t:egy.8 Within a given space and time, the campaign represents
the art of linking battles and engagements to strategic objectives,
while providing a common framework ard unifying focus for the conduct
of operations.? The operational campaign elevates itself from the
tactical level of war by focusing on achieving strategic aims through
the aggregate successes of battles and engagements.

The strategy process, which merges these elements into a seamless
framework, is influenced by external factors throughout its development




ad execution. (Figure 1) This phenomenon creates a perplexing dilemma
for the military planner in developing national military strategies and
constructing campaigns because these external constraining factors
serve to test the viability of planning at the national and operational
levels. The sterile enviromment of the theoretical strategy process is
therefore held hostage to the influence of factors outside the realm
of pure logic. As historian T. Rarry Williams cbserved:
Once a government has decided on a policy, it turns to
strateqy to achieve its objective. The govermment, to cite
the American experience, informs the military of the

objective and indicates the human and material resources it
can make available. The military then takes over the

planning and execution of a strategy to accamplish the

policy: in effect, it takes over the running of the war.

This is the concept of strateqgy that appearred in early

modern writings on military theory and that prevailed

in America's first wars. ‘n%ewasalways,mver a gap

between theory and practi

The form or direction that operational art took, beyond the

measure of its existence, is the next area that this study explores.
It is the expression, or form, of operational art that James J.
Schneider focuses on in his analysis of Grant's 1864-1865
can;:‘a:i.gn.11 In his study, Professor Schneider offers a model of the
American practice of operational art which is characterized by
t:hnecomaciousus«aofdeta'pexl:em:ledmaneuvet.12 According to
Schneider, eight conditions are necessary for the "modern” expression
of operational art: 1) the distributed operation, 2) the distributed
campaign, 3) continuous logistics, 4) instantanecus cammmications, 5)
operationally durable formations, 6) operational vision, 7) symetrical

enemy force, and 8) national capacity to wage war. 13
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The Schneider model was based on an examination of the latter
stages of the American Civil War. Schneider's theoretical paper,
offers a depiction of operational art, which in large part has been
influenced by the advent of economic, technological, and industrial
innovations. In expressing this view of operational art, Schneider
contends that this practice of the art has been adapted by the
respective militaries of the post-industrial western powers and
continued throughout the twentieth century.

In a similar vein, others have characterized the American practice
of war in temms defined by economic power. Among the most prolific
writers on this subject is historian Russell F. Weigley. He believes
that the ultimate Northern victory in the Civil War and the foreign
policy of the United States in the remaining years of the nineteenth
century were a manifestation of the rise in American econamic power.
He cbserved:

The American military might of 1865 had been in part an

expression of an industrial and business growth which in
the succeeding decades became so prodigious that it looked

increasingly beyond even the huge American market and
mvestmenta;enafgrplacesmwhmhtosellarﬂtomke
capital multiply.

The traditional view of the evolution of the American practice of
operational art is, in effect, a distillation of the Schneider-Weigley
arguments. The argument cambines the vision of Grant's successful
campaign of 1864-1865 with the emergence of American economic
might.15 According to this viewpoint, this combination led American
military leaders to believe "that the superior weight of military force
that America could bring to bear against almost any rival could be
their only sure military reliance."1® Based on this argument, the
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intervening years between the Civil War and America's entry into the
First World War, therefore became a period of stagnation in terms of
operational and strategic thought.

‘With this background, this study examines the campaigns of the
Spanish-American War and their influence on the formation of American
operaticnal thought. Following the Strategy Process model, this
examination traces the course of the Spanish~American War, from the
national objectives to the battlefield. The study concludes with
evaluations of the Cuban Campaign, the Puerto Rican Campaign, and
the initial military operations in the Phillipines, to assess their
impact on the contemporary and future practice of operational art.

i1I. NATIONAL OBJECTIVES

We want no wars of conquest; we must avoid the temptation of
terp.tonal aggressic.. Var skmzldneverbeartemdupon

every contingency
method of settlement of_j i as well as local or

These remarks, contained in the 1897 inaugural address of
President William McKinley, seemingly belong to a simplier era. A
decade earlier, the attention paid to foreign affairs by the American
electorate held little public interest, but America had since entered
into new era which cast her interests far beyond her continental
shores. Ultimately, the change in American interests propelled the
nation into a war with Spain.

The America of the last decade of the nineteenth century was in
the process of a fundamental change. The struggle to conquer the
western frontier, which had marked the very essence of the American

8




experience, had come to a close by 1890.18 with the settling of the
continent, societal elements within the United States began to
seriously examine the role the nation was to play on the world stage.
Since the inception of the republic, economic growth had been spurred
primarily through the export of agricultural products. A conviction
was growing that American industry had matured to the point that it
could dominate the world market.19

The cambination of these movements led to the change of the
traditional practice of American foreign policy. Proponents for the
expans::onofAmricanbusinessjoinedwithSocialDazwinistsamiwith
advocates of an American version of imperialism to undermine the
foreign policy of the Republican administrations of the nineties. 20
The McKinley administration found itself attempting to follow a policy
that had been invalidated by fundamental changes in the way Americans
viewed their nation.

The inaguration of William McKinley did not usher in a new
policy of overseas adventures. Quite to the contrary, McKinley
entered office with a focus on the restoration of domestic economic
prosperity and sought to avoid international entanglements. President
McKinley focused on efforts to foster the econamic recovery fram the
depression of 1893. Senator Henry Cabot Lodge described the views of
the President-Elect towards Cuba: [McKinley] does not want to be
obliged to go to war as soon as he cames in, for of course his great
ambition is to restore business and bring back good times and he
dislikes the idea of such interruption."?l




In spite of McKinley's desires, the course of foreign events
served to interrupt his policy. In 1895, a series of incidents had
begqun in Cuba that would place long held views of American interests in
conflict with continued Spanish control of the area. Beginning in
February 1895, Cuban insurgents began an active campaign to gain
independence. The struggle was a continuation of an earlier
decade-long effort, between 1868 to 1878, to overthrow Spanish rule
which quickly took on savage characteristics. Using the percveived
lessons of their earlier failure, Cuban insurgents began with a
coordinated attack over the entire island which focused on the Spanish
Army and economic targets.22

The insurgents sought two abjectives in the conduct of their
campaign. The first was to undermine indigenous support of the Spanish
regime, by attacking the econamic holdings of wealthy Cuban landowners,
while pramising an equitable redistribution of wealth to the landless
poor. To this end, the insurgents began a policy aimed at the
destruction of the Cuban sugar interests. Within a year sugar
production was reduced by two-thirds.23 The second cbjective
was to build external support for their cause in the United States and
precipitate at least political intervention on their behalf. News
dispatches from American reporters created a false image in the United
States that the insurgents constituted a regular force, and greatly
overstated their early successes. 24 Both objectives were served
by the Spanish response to the insurgency.

The Spanish efforts to counter the Cuban insugency may be
described as "gradualism.® Each action by the insurgents was met by

19




a gradual increase in overall Spanish troop strength. Between 1895 and
1898, Spanish strength in the islands grew from 20,000 to 150,000
regulars and fram 60,000 to 80,000 local militia.2® Correspondingly,
the measures used to defeat the rewvolution increased in scope and
viciousness as the struggle continued. The brutality of the population
control programs increased with each Spanish setback. Nonetheless, the
Spanish goverrment remained totally cammitted to the retention of her
overseas possessions. Antonio Canovas del Castillo, the leader of the
ruling Spanish conservative party remarked, "the Spanish nation is
.disposedtosacriﬁcemﬂnlaétpesetaofitstreaamemﬂtoﬂn
last drop of blood of the last Spaniard before consenting that anyone
snatch from it even one piece of it:ssacredten:’it:ory."26

American national cbjectives were diametrically opposed to the
contimuation of Spanish rule. While Presidents Cleveland and McKinley
worked to avoid a conflict from 1894 through 1898, the rise of American
power would not consonance the presence of an external power within the
hemisphere. In the short term, American domestic objectives sought
to maintain an enviromment that would allow for the recovery of the
econcmy following the depression of 1893. The long term national
aspiration was to establish American hegemony over the Carribean basin
ard ILatin America.

Beginning in the 1880's, an approach of "spirited diplamacy" began
to formulate the long-term national objectives of the United
States.2? This policy envisioned American domination of the western
hemisphere, the construction of an Isthmian canal, and economic
expansion into the western Pacific region. Central to this program

11




was the linkage of foreign policy to the econamic interests of the
United States. For President McKRinley, the dilemma of the Cuban crisis
was in attempting to reconcile his short term objectives with a set of
national ambitions that inevitably would lead to conflict with
Spain.28

The security strategy that developed in support of this
expansionist policy centered on the employment of a larger modern navy
to open and maintain the flow of American commerce. This strategy
has been closely tied to the naval theorist, Alfred Thayer Mahan.2?
Tapping in to the changing spirit of American culture, Mahan argued
that national greatness arxd prosperity rose from sea power. Economic
development demanded a large navy, a robust merchant marine, free
mem-stoforeignnarkets,andoverseasxpos%naem:ionsandbasas.30
To Mahan, changes in technology meant that American economic expansion
was dependent on a modern battleship navy, and the unrestricted use of
coaling stations to sustain their operations.

The writing's of Mahan did not directly shape the course of United
States policy, but reflected the nature of campetition between nations
at the time. By 1890, at the zenith of Mahan's influence, the security
strategy of the United States focused on the support of American
econcmic interests throughout the world. American cbjectives came to
reflect the beginning of a fundamental change in the balance of world
power. Emerging from Civil War reconstruction and the closure of the
frontier, American attention was inexorably drawn to expansion beyond
its own borders.

12




IV. MILITARY STRATEGY

Pzcepting for our ocean cammerce and our seaboard
cities, I do not think we should be much alarmed

about the probability of wars with foreign powers,
since it would require more than a million and a

half of men to make a campaign upon land against
us. To transport from beyond the ocean that
number of soldiers, with all their mmitions of
1£ hot molestad by s in traait, vould degpd
a large part of the shipping of all Europe.

In 1884, the Cammanding General of the Army, General Philip H.
Sheridan made this assessment of the security posture of the United
States. By 1898, the two armed services of the United States had taken
decidedly different courses in preparation for future war. The Navy,
armed with strong support in Congress and the writings of Mahan, were
aggressively continuing a program of expansion and modernization, which
related directly to national objectives. For its part, the Anmy
remained structured for operations on the defunct western frontier, and
seemed lost in the zeal of self-examination brought on by the Uptonian
reform movement.

To synthesize the unarticulated changes in national policy, the
two services required either an organizational mechanism or a visionary
thinker, to translate national interests imto a coherent military
strategy. At this time the dilemma facing military planners was
camplex, as it fell upon them to not only link tactical action to
strategic goals, but to define the strategic political and military
goals themselves. From Grant's 1864-1865 campaign through Sheridan's
death in 1888, the Armmy was fortunate to have the leadership that could
accamplish this task.32 By 1890, however, with the end of the

13




frontier, and lacking the camponents necessary to define national
military strategy, the Army began the Spanish-American War devoid of a
plan to link its means with the nation's ends.

The Navy was faced with a similar dilemma in its support of
national policy. In fact, one might argue that the Navy was at a
greater disadvantage than the Army, because in the past it had not
produced an admiral of Grant's caliber, in his ability as a strategic
thinker. In the years leading up to the Spanish-American War, the Navy
ultimately was successful in developing the visionary thinkers and the
organizational innovation essential in preparing for its role in
support of national interests.33

In the years preceeding the Spanish-American War, the two services
took similar approaches in analyzing the problems of modern warfare,
but reached distinctly dissonant findings in their conclusions. The
disagreement derives from the fundamental difference between the
intellectual component of naval and land warfare, as practiced by the
two services. This difference led each service to define their future
contributions to national defense in contrasting fashion.

At its most basic level, the intellectual camponent of the two
services had largely been shaped by the nature of the physical
environment in which they respectively operated and the available
technology of the time. On land, the soldier is always confronted by
obstacles which hinder his operation, while the sailor has freedom to
maneuver in a relatively unrestricted manner at sea. This difference
in physical enviromments produced a perspective in which problems were

14




Coupled with the envirorment, the technology of the day shaped
each service's view of how they contribute to affect national
strategy. Within the two services, technology influenced the officer's
abilities to make decisions and consequently affected the
decision~making process. The technology of the pericd tied the Army
officer to scutiny by his superiors through the telegraph, while the
Naval officer revelled in the "idealization of independent
cammand. "%  Accordingly, the vision that developed within each
service was markedly different.

Neither service benefitted from a comprehensive document that
defined or outlined national policy or strategy. Instead, it was the
responsibility of each service to interpret the future shape of warfare
and recammend the role they were to play. The two services fell back
on their camparative analyses of recent history, as well as service
tradition to determine their strategies for the future. The
intellectual tradition of the American Army centered on internal
constabulary action and defense of the continental seaboard. Since the
Monroe administration, American Naval policy was reflective of a world
policeman whose purpose was "calculated to meet the needs of a secure
continental power with extensive maritime interests."3>

Prior to the Spanish-American War, the U.S. Army failed to develop
a strategy to correspond with shifting national interests. By 1883,
many within the Army comumnity, including General W.T. Sherman, felt
that the nation's confrontation with the Indian was drawing to an end,
but the subtle changes in the direction of naticnal interests were
never appreciated.3® The Army had neither the organizational
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